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DEC 196* 


Lt. General Joseph £ . Carroll, USAF 
Director 

Defense Intelligence Agency 
Washington, O, C. 

□ear Joe: 

This responds to yonr letter of 2 December, and to our 
subsequent conversations. 1 bare non reviewed in dentil the evolution 
of N PIC from December 1962 to date, reflecting, of course, on our 
exchange of views in the spring of 1963 and noting with particular Inter- 
est your recent exchange of correspondence with NPIC and the account 
of the meeting between you and Lmndabl. 

In April 1963 you concurred in the principle# set forth in the DCX's 
men.© to the Secretary of Defense of 6 December 1962 which, among 
other things, established an organisation into which both CIA and D1A 
would place Pi's to perform the national exploitation. It was recognised 
at that time that these Pi's would be under the functional control of the 
Director, NPIC, but remain administratively responsible to their parent 
organisations, and in your memo you took cognisance of the fact that dif- 
ferent administrative arrangements would have to be m ade. V» itb your 
help and the corralling of the various military service forces into a 
single contingent we were able to progress from Die so-called "ad hoc" 
manner of performing *1 readout to the establishment of a permanent 
organisation and have operated In this spanner, with relatively minor 
changes, ever since. The results, I think , speak for themselves. 

1 firmly share your view of the current and, indeed, continuing 
national dependence upon NRIC as an agency of common concern* Any 
change in current practices then is a matter of management judgment 
ae to just what course will maintain at maximum level the capabilities 

of N.PZC. 
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Before turning to some ol the specific factors involved in this 
decision, I went to touch briefly on » point which you mentioned in 
your letter end which has arisen on other occasions and this concerns 
Art .uondahl** dual role as Director* NPIC, and head of the CIA 
departmental photographic intelligence effort. The CXA departmental 
effort it a drop in the bucket compared to the holdings of the military 
services and DIA an d is, for reaso ns of economy and efficiency, 
housed wholly within I I It is the element from which we 

25X1 have drawn the Pi's to work in the national arena and has, over and 
above this, supported in many ways die national effort in times of 
crisis and severe a train. It serves also as the CIA administrative 
recruitment base to go cut into the market and attract young profes- 
sionals to this type of work. As yens weU know, the Agency has no 
built-in supply of Pi's and must literally recruit people out of the 
universities and companies and train them for this type of work. Mow 
it made sense to me two years ago and it continues to today to have 
Lundahl serve as head of both the national center and the CIA effort 
since by so doing he is: 

1. Not put in the awkward position of competing with another 
element of CIA to attract and recruit Pi's. 

2. In control of the administrative base from which Pi’s 
are assigned to die national center. 

3. More closely able to monitor the efforts of both and 
ensure, at least between these two elements, as little duplica- 
tion ae possible. 

His orders are today, as they have always been, to provide first and 
foremost for the national effort and I feel he has carried out those 
instructions. In my judgment, and in his, his dual role has been in 
the past and will continue to be in the future a positive asset to the 
national exploitation program. 

£ have gone into the rotation policy practiced by CIA in depth 
and the following points stand mu clearest to me: 


1. Rotation ae practiced by CIA basically involves the 
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two fitri. These xnsft never really leave their professional 
pursuit# or, in many cases, their specialised field*, and 
therefore I simply cannot view with any real concern the nega- 
tive effects this policy might have on the general competence 
or continuity of the Agency contribution to the photo analysis 
effort of the Center. 

2. A tni* of experience between jobs on the national produc- 
tion line and a departmental element, such as the CIA detachment 
which Is working primarily on strategic level problems, not only 
provides variety and stimulation for the PI but diversifies his 
experience and, over the long run, makes him a better and more 
acute viewer of the products over which he must labor. 

3. The high degree of expertise and knowledge of tills group, 
to which you refer in your letter* was developed over the period 
of time during which they participated* not only in the rotation 
policy, but indeed for part of the period performed national work 
on an ad hoc basis. The variety of experience gained by them 
has proven to be an asset rather than a liability. 

4. So-called off- the -job training is a frequent and recurring 
must in this business and cannot be done at the expense of the 
national effort. PX*s should be trained while serving in their 
parent organisation so as not to detract from the productive 
capacity of the national activity. 

5. "We must prepare not simply for today but for the long 
run and by developing and equipping* as rapidly as possible, 
this CIA detachment to meet both national and departmental 
objectives* we will have created a hard core and long-term 
asset* the members of which can look forward to varying and 
stimulating experiences throughout their careers. 

The above factors* coupled with the experience of Londahi, his 
senior manager# and indeed his senior Pi*s» most of whom have worked 
between 10 and 20 year# in the business in a wide variety of military 
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awl civilian organicadone, lend me to believe KFIC i« embarked on 
4 prudent course. I would differ with the view expressed in paragraph 
3 of your letter as to the fact that die irreplaceable degree of exper- 
tise a ad knowledge developed by the present PI staff has been the 
primary reason why NPIC has been eo effective. Instead* X would say 
that while this has been a moat important reason* other equally 
important factors have been the concepts of organizing and operating 
& mass* rapid response* team-oriented production effort developed 
by th* management of NPIC and the literal revolution they have 
brought about in the methodology of performing PI work, tits integra- 
tion of collateral data, on-line computer -driven mensuration tech- 
niques, and the host of other innovations which they have brought to 
the business. I think this management has proved itself not just 
abreast, but ahead of the times and their reasoning on die particular 
issue in point here convince* me to go along with them. I appreciate 
and most certainly share your concern over any development at 
which would appear on the surface to militate against maximum and 
continuing high-quality production, but X aee no danger of this in a 
continuation of the current rotation policy. 

You have my assurance that maintenance of tike integrity and 
high standards of NPIC will be protected, continued, and improved. 

Faithfully yours, 

WtortT *^ &11 »• ®“*" 

Marshall 3 . Carter 
Lieutenant General, USA 
Deputy Director 


Distribution: 

0 & 1 - Addressee 
l - DD/I 
1 - EA/ODCX 
j*r- DDCI 
3 - O/D/NPIC 
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